














































































firms, we address the following research question: How do members of architectural 
firms negotiate identity-strategy tensions in their business model designs, and how do 
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§  5.2 Theoretical background









































































































































































A 1955 2,000,000 25 13 2 2
B 2015 300,000 (2015) 9 3 4 4
C 1953 1,400,000 13 3 5 3
D 1931 14,000,000 106 33 10 10
E 2015 12,000 (2015) 2 1 1 1
F 2006 3,000,000 55 30 4 1
G 1956 500,000 6 2 1 1
H 2013 4,000,000 45 30 3 3
I 1914 1,000,000 9 5 3 3
J 1973 not available 60 45 3 2
K 1979 6,500,000 70 35 4 2
L 1988 4,000,000 50 12 5 5
M 1933 3,000,000 31 10 5 5
N 1968 6,000,000 75 25 4 2
O 2004 400,000 4 3 1 1
P 1993 6,000,000 165 155 3 3
Q 1985 3,300,000 43 49 9 2
TABLE 5.1  Firm selection
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§  5.4 Findings
§  5.4.1 What are the actors doing?
Identity-strategy reinforcements: Enhancing competitive advantage 
and strengthening organizational identity
STRATEGIZING EPISODE 1A: ARCADE
While Alan, an owner-architect, is quietly contemplating the framework hanging 
on the wall, office manager Leon thoroughly explains that what they are doing in 
the project can be further abstracted to what they want to do as a firm. ‘How do we 
as an office make sure that we acquire the portfolio that we want to work on?’ He 
argues that although his organization’s established ‘stature’ in the field previously 
generated the public work that employees were willing and happy to work on, 
they now had to adopt a more active attitude to gain this kind of work. Alan seems 
to agree completely. He walks back to his chair with a neutral facial expression. 
Alan and Leon both acknowledge that the ‘public work’ that they have extensive 
experience in is simply becoming less available over time, which is forcing them to 
































Hesitant that he had not yet discussed it within the team, urban planner and 
founder Roy formulates: ‘The project aligns well with what we do’. His statement 
echoes something that his colleague David, also an urban planner and partner in the 
firm, pointed out at the beginning of the meeting. David had subtly laughed when he 
said: ‘Our ambition is to become the twenty-first century Berlage1, maybe we already 
are’. David specifically compared his firm to Berlage because of the way in which his 
organization integrates urban planning and architectural design. Roy, David and 
Hugo (another owner-architect) all seem to agree that this is exactly how their firm 
distinguishes itself from many other Dutch offices. Although they indicated that 
they had not talked about this project prior to the session, they almost naturally 


















Identity-strategy negotiations: waiving commercial 








While considering which revenue models would be appropriate for the project, Alan 
almost immediately points out that his organization uses two types of revenue 
models: a fixed fee or an hourly based fee. He mentions that the fixed fee is the most 
attractive because it allows his firm to make money because his team can produce 
a design very quickly. Leon agrees and emphasizes that, in this particular case, the 
second model (an hourly based fee) could also have its benefits, especially because 
of the uncertainties that may be associated with the existing real estate that they 
have to deal with in the project. After a quick comparison of the two, Alan and Leon 
unanimously decide that there is no real desire to go for the second option and that 















‘If you realize that assignments change rapidly, the world changes, do you then 
need other kinds of people? And if this was the ultimate new project, what would 
you then need? Would you need a social geographer for example?’ Hugo asks these 
questions to his partners to explore whether it would be fruitful to innovate the 
firm’s business model design approach in the project by hiring new people or 
attracting specific partners. While David frowns heavily, Roy says: ‘I can image it 
would make sense, although I don’t really know what it would bring us’. After Roy 
initiates a not so relevant pronunciation discussion, David states that ‘It’s probably 
nice to experiment, but it’s not absolutely necessary to bring this to a successful 
end; actually, I would consider it a risk’. Roy agrees with a simple ‘yes’. Then, David 
further elaborates and explains that the project is mainly interesting for him because 
it really fits all the knowledge and expertise that they have in-house. ‘I would kind 
of like to experiment in another project, with other experts, but not in this project 
that is so important’. Although Hugo’s body language (sulking and moving his hand) 
suggests that he does not entirely agree yet, he follows his companion by saying, ‘No, 

























It is only after the moderator’s intervention that Alan and Leon start to discuss other 
options that could be financially attractive. They immediately agree that this project 
is just not suitable for innovative revenue models. Talking about a fee based on the 
sales price of the real estate to be developed, they both continue to shake their heads 
and Leon summarizes that it would not enable them to work with the enjoyment and 
enthusiasm that they aim for. He argues that it does not fit their firm’s intentions 
to design something that is commercially attractive. Chuckling, Leon says to Alan: ‘I 
think we have quite a strong opinion about things that do well in the market: that’s 
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STRATEGIZING EPISODE 2C: A-COMP
Referring to a lesson that he once learned from Paul Arden, the creative director 
of the global communications and advertising agency network Saatchi & Saatchi, 
David sets forth his business approach for the project. ‘Don’t ever put your best 
people on the most important projects. They will go way beyond the client, while less 
advanced people carry the client along much better’. Hugo responds by referring to 
something that was said earlier: ‘If the client indeed wants this project even more 
than we do, then you could say, and that is called with a beautiful word “something 
disruptive”, then maybe you do need the best people after all?’ David nods fiercely: 
‘Yes, then in that case maybe we do’. While Roy is frowning, David already starts to 
back down from his previous statement. He argues that there is still a risk that a less 
conservative approach would not be appreciated by the client’s client. While focusing 
the discussion on the issue that they are considering – whether or not to approach a 
partner for the project – Hugo starts reasoning: ‘Do you search for someone to add 
to the project?, but more importantly: What do you want to add to the project? A 
social geographer or an artist or a philosopher is not that interesting, but what we 
increasingly consider important is that we can create an interesting story besides 
the actual assignment. […] Can we create that story ourselves? Yes, I also believe we 
can’. Based on his reasoning, Hugo acknowledges that the project won’t necessarily 
become better by involving more people. Roy adds: ‘I really get itchy around that 
philosopher, so to speak’. And David finishes the discussion: ‘You don’t want to 
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